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Introduction  
Employer Supported Volunteering (ESV) is a relatively new phenomenon, having grown fast 
in the last decade in Europe and the UK it remains  a relatively under researched aspect of 
CSR activity  (de Gilder et al.,, 2005;Booth et al;, 2009; Morgan, 2010; Gatignon-Turnau & 
Mignonac, 2014). This paper aims to contribute to the current ESV dialogue by drawing 
together the available literature to provide an overview of the main issues; to present the 
initial findings of a case analysis of ESV practice in one area of the UK; to develop 
understanding of the various stakeholders and partnerships that develop,  the benefits and 
tensions;to examine the role of brokers in the provision of ESV and identifying key factors 
arising from their operation. In the literature this volunteer infrastructure has been 
described to a lesser degree (Bos & Meijs, 2008). This paper represents the first exploratory 
stage of the analysis  exploratory interviews were conducted with representatives of the 
brokers. Future research will include interviews with key stakeholders.  
The rapid changes in the 21st century eg globalisation and digitalisation have had an impact 
on how we volunteer ( Haski-Leventhal, 2011) with the emergence of corporate 
volunteering; e-volunteering and the episodic volunteers. A steady decline in numbers 
volunteering has been reversed during 2012-13, forty-four percent of adults volunteered 
formally (giving unpaid help through a group, club or organisation) at least once a year and 
29% did so at least once a month. This represents an increase from 2010-11 when the 
figures were 39% and 25% respectively (2012-13 Community Life Survey, ) although it is not 
clear what proportion are corporate volunteers (Demos, 2014) 
The role of businesses and the public sector are increasingly seen as drivers in encouraging 
volunteering.  In 2000, the then Prime Minister, Tony Blair, pledged that employers should 
be encouraged to release staff for one day a year to undertake volunteering activity.  This 
was reiterated by Gordon Brown in 2006, as Chancellor of the Exchequer, when he set a 
challenge to industrialists in Britain to work towards a position where “every employer has a 
volunteering scheme for their employees” (Brown, 2006).  The Commission on the Future of 
Volunteering also recommended that, where they do not already exist, employers should 
set up schemes to support employees to take part in volunteering (Volunteering England, 
2014).  The UK Government needs to work more closely with business and charities… to 
make it easier and more compelling for people to give time and money (The Giving white 
paper, June 2011). Recent statements from politicians have indicted that the concept of The 
Big Society is re-emerging in 2014. 
Many organizations in the UK have responded to these calls, varied programmes have been 
set up to assist employees to volunteer.  A variety of terms are used to describe such 
activities, including employee volunteering; workplace volunteering, corporate community 
involvement, community service, employer supported volunteering and corporate 
volunteering.  This paper uses the term employer supported volunteering (ESV).   
The context 
There is increasing recognition by both the commercial and public sector of the importance 
of investing in the communities they serve to improve well being and quality of life (Industry 
Canada, 2014) and of developing relationships with local; national and regional stakeholders 
(Bloom and Grundlach, 2001).  Business organisations are now expected to behave as 
“responsible citizens of the world” (Vian et al., 2007), exhibit ethical behaviour and moral 
management and to focus on the social impact of their activities; to be judged not only on 
profits but principles lived. One way for organisations to demonstrate this is through their 
Corporate Social Responsibility (CSR) polices. Porter and Kramer (2006) identified four 
motivations for adopting a CSR approach, moral obligation; sustainability; license to operate 
and reputation. Increasingly companies are finding “sophisticated noncash ways of 
becoming involved in community engagement” (Liu and Ko, 2011:251). According to Lee 
(2012) employee volunteering is being recognised increasingly as a dimension of this CSR 
and Employer Volunteer Programmes (EVP) are being set up to assist employees to 
volunteer. In work hours or in their own time, supporting and managing the efforts of their 
employees volunteering activities are under the company’s sponsorship (Brudney and 
Gazley, 2006) 
ESV can support this engagement as employees are members of the community and have a 
vested interest. For the organisation, mindful of the triple bottom line, ESV programmes can 
allow for strategic thinking. 
There is limited up-to-date information about the extent to which employers in the UK are 
providing ESV opportunities for their employees. From the most recent estimates around 70 
per cent of FTSE 100 companies have some kind of ESV programme (Volunteering England, 
2014) compared with 20 per cent of medium-sized businesses and 14 per cent of small 
businesses. There are also ESV programmes in the public sector (Birdwell & Wybronn, 2014). 
In 2014 Give and Gain day estimated that 200 companies contributed over 14,000 
volunteers to community projects. (IVO, 2014) 
The growth of ESV is not just a UK phenomenon; it is one of the fastest growing areas of 
voluntary activity in the Western World. (Third Sector, 2011) and is of global interest (de 
Gilder et al, 2005;Sanchez-Hernandez et al,2013;).   
ESV has been described as a “big tent” that includes a wide range of corporate sponsored or 
encouraged activities designed to serve others in need ( Allen, Galiano & Hayes, 2011 in 
Caligiuri, 2013). ESV is complex – volunteering can be divided into ‘own time’ where the 
organisations support and encourage employees to volunteer outside the hours of paid 
employment and ‘released’, where employees are allowed to volunteer in work time. 
Within these there are great variations.  An organisation may support an employee 
volunteering on an informal basis or there may be a written formal ESV policy specifying the 
time allowed to volunteer (Pajo and Lee, 2011).  Peloza & Hassay (2006) categorise this in 
two ways Interorganisational volunteerism where the employer support is passive and 
intraorganisational volunteerism where the employer develops and offers opportunities to 
employees. ESV levels of involvement and commitment also vary; schemes can be a one-off 
eg a team challenge, a regular annual event or more frequent activities (Finney, 1997; 
Volunteering England, 2014).   
ESV involves multiple stakeholders but primarily the collaboration of three –a partnership 
between individual employees; employers and the recipient (receiving) organisation (DfES, 
2004). This triad approach can be based on a philanthropic; transactional or integrative 
process (Tschirhart 2005). The later implies an active collaboration with shared goals and 
interests. It has been described by commentators as a ‘win-win’ situation. (Steckel et al, 
1999; Phillips, 2000; Brewis, 2004; Lovell, 2005; Caligiuri et al, 2013).  
 
The ESV Triad  - the corporate employing organisation 
Organisations involved in ESV profit in a number of ways.  For SMEs “having an ESV 
programme is good for business” (Volunteering England, 2014).  It gives a competitive 
advantage if it is managed strategically and not on an ad hoc basis (Porter and Kramer, 
2002). Current discourse focuses on this formalisation of ESV, with its incorporation into 
strategic planning initiatives (Bowen et al, 2009).  Many commentators highlight the 
affirmative effect on corporate image; public perception and reputation (Basil et al., 2009).  
Rose (2002) states that ESV creates a positive local profile. Being associated with a 
worthwhile cause is not just a public relations benefit (Romano, 1994), but it also builds 
greater loyalty amongst staff (Carroll, 1990).  Those involved in ESV are more committed 
and engaged to the work organisation (de Gilder, 2005; Mirvis, 2012; Brockner et al.,2014). 
Being part of an organisation involved in ESV has a positive impact even on those who do 
not participate (Tuffrey, 2003).   
Being involved in ESV programmes impacts on employee retention and makes employees 
more committed to their jobs (Tuffrey, 2003; Booth et al., 2009;Caligiuri, 2013) and fosters 
job satisfaction (Phillips, 2000).  Employers benefit through improved productivity (Finney, 
1997; Miller, 1997).  Katz and Rosenberg (2004:433) found a strong correlation between a 
person’s altruism and productivity within the firm.  Although the main motivation may not 
be altruistic, “individuals who derive utility from volunteering are also likely to have 
personality traits that make them good employees”  
ESV is important in the recruitment and selection process.  Its presence helps recruitment, 
enabling organisations to attract better employees (Caudron, 1994; Phillips, 2000; Backhaus 
et al, 2002). Generation Y expect an organisation to provide ESV benefits (Booth, 2009) 
Adopting CSR principles sends positive messages to external stakeholders including 
customers who might be more eager to do business with organisations they believe are 
ethical and have a social conscience (Lantos, 2001).   
 
There are certainly many benefits to be acquired by organisations adopting ESV.  Cynics may 
see such commitment as self-promotion for companies or interpret it as a response to 
public anger and distrust following a wave of corporate downsizing, mergers, acquisitions 
and closed factories (Miller, 1997; Mattilla, 2012), others, such as Colin Powell, prefer 
considering it to be “enlightened self-interest” (Miller, 1997).  Whatever the stance, ESV is 
not without its barriers or costs to the organisation to support the volunteer programmes. 
In a survey for YouGov 2010, 53% of managers identified finding time and money as a 
barrier with other reasons including not knowing how to measure the benefits; lack of 
capability and no demand (Gammon & Ellison,2010).  
 
The employees 
Participation in corporate volunteering demonstrates the functional approach to 
volunteering as described by Clary et al (1998). Prosocial values; understanding; social; 
enhancement; career and protective are also demonstrated in corporate volunteers.  
Expression of personally significant values are demonstrated where volunteers feel they are 
doing something more worthwhile by using their skills for the benefit of the community 
rather than just adding to the profits of the work organisation enables (Brewis, 2004; 
Murray, 2005).  Volunteering thus enhances the individual allowing them to grow and 
develop and give a greater meaning to their lives. As Tschirhart (2005) states making 
volunteers feel good about themselves, reduces stress, gives a balance to life and a feeling 
of self worth the later being part of Clary’s protective function.  Knowing that they are 
making a difference and using their skills for the benefit of the community improves self 
image (Geroy et al, 2000).  By engaging with volunteering individuals gain an understanding 
of new learning experiences, develop existing skills and bring these back into the workplace.  
Thus enhancing and advancing their career with transferable skills such as communication, 
time management and leadership (Geroy et al., 2000; Rose, 2002; Brewis, 2004;Booth, 
2009). Employees who have contact with external environments and challenges (Rose, 
2002) develop contacts and networks outside the organisation (Geroy et al,, 2000) 
enhancing their ability to identify more innovative approaches in responding to difficulties in 
the workplace (Finney, 1997). Those who participate in ESV have an opportunity to mix with 
those they might not normally have contact with.  This external focus increases awareness 
of problems facing others within the community and also enables volunteers to get to know 
their local district better (Hilpern, 2004) Such contact enhances a sense of community 
(Tschirhart, 2005).   
 However not all employees are able or wish to volunteer and may feel negatively affected 
through additional workloads (Ryan & Kossek, 2008) and not all assignments are interesting 
and result in a positive experience; repetitious or dull tasks such as stuffing envelopes  are 
less likely to stretch skills (Pless et al., 2011) and only if thought of as meaningful would lead 
to continued volunteering  (Grant, 2012). For some the motivation may not be altruistic, 
about making a difference or developing skills but a paid day off; recognition or changing 
working practices (Tschirhart 2005)  
 
The recipient organisation 
Overall most organisations encourage employee volunteering, have been able to engage 
and found mutually beneficial partnerships. The most obvious benefit to the Third Sector 
voluntary organisation is an extra pair of hands to carry out their work. These volunteers 
provide not just more resources and energy to the organisation but offer a fresh perspective 
on activities and projects (Benjamin, 2001) these volunteers are often different from the 
traditional volunteer.  Murray (2005) identified that 80% were professionals aged 25-45 
volunteering for the first time.  ESV programmes can provide highly skilled people who can 
undertake more complex tasks (Booth and Park, 2006).  and very motivated volunteers 
whose talents can greatly enhance the services provided by the voluntary organisation 
(Johnson-Coffey, 1997) not just for the length of the assignment but more importantly 
ensure services are sustainable long after the departure of the volunteer (Allen et al. 2011).  
A resource saving is made by the voluntary organisation as the volunteer supplying 
organisation has already taken on the costs of the recruitment and selection process. 
An additional benefit to the voluntary community is that ESV adds to the total pool of 
volunteers.  Brewis (2004) found that 34% of those employees volunteering through ESV 
also participated in volunteering outside work time.  People who work with colleagues who 
volunteer are more likely to volunteer themselves (de Gilder, 2005).  The recipient 
organisation may also benefit from an increase in credibility by it being linked through ESV 
programmes to successful corporations (Tschirhart, 2005 ) 
Utilizing an employee volunteer is not without its issues, NFP synergy states “employee 
volunteering fills most charities with dread”. A common challenge for a corporate 
partnership is the differing priorities of charity and company. Companies want something 
that will motivate staff and build morale or the skills of employees. Charities like money 
best. NFP synergy (2011) 
Many businesses fail to understand the impact of managing the corporate volunteer. Can 
the recipient afford to support the corporate with already limited resources? (Third Sector, 
2010).   Thompson et al. (2012) identified that there was still an over ambitious expectation 
from the corporate on what the recipient organisation could provide which could lead to 
negative impact on the Voluntary organisation. Some recipients by the very nature of their 
service would prefer Pro Bono; specific or longer term commitment and not necessarily a 
‘manual get hands dirty day’ ( Pucetaite, 2012) . If the ES volunteer is viewed as an episodic 
volunteer (Macduff, 2005) the voluntary / recipient organisation may need to adapt current 
management practice to take this into account or be aware the intervention is a short term 
fix rather than a long term benefit.  Corporate involvement can lead to change in provision 
to attract the corporate partner to the detriment of its mission and service – mission drift. 
The corporation’s satisfaction becomes a higher priority then the service to the clients 
(Tschirhart, 2005). The two sectors, corporate and Third, need to talk the same language 
and acknowledge different goals. Do they know enough about each other or see ESV 
programmes as a PR exercise? 
  
 
To summarise, despite ESVs many advantages tensions may arise due in part to the many 
stakeholders involved whose concerns have to be addressed.  The organisation may be 
accountable to other groups such as shareholders who may not look favourably on ESV as 
the cost of the scheme may be borne out of potential dividends and earnings (Hess, 2002).   
Employee volunteer participation may have resource implications i.e. extra demands on 
those non volunteering staff.  The receiving organisation may have a different desired 
outcome to the donating organisation with the challenge of finding the right tasks for the 
volunteers and that all stakeholder needs are met (Bussell & Forbes, 2006). 
The concept of intermediaries is a key concept in business literature and  a volunteer 
infrastructure is known and recognised within the general volunteer society (Wijnbergen, 
2013). Given the complexity of ESV, the number and size of organizations from international 
multinationals to SMES, the emergence of “a new set of actors” is not surprising (Lee, 
2012:1)  Can the services of a broker/ partner mitigate these tensions in corporate 
volunteering? One solution is a market place bringing together the different stakeholders 
Enter the fourth actor. 
 
 
 
Figure 2: The broker 
 
 
 
 
 
 
 
 
 
 
 
To better support employee volunteering corporations could facilitate efforts by recruiting 
or delegating an internal broker responsible for finding and managing  volunteering 
Volunteer 
Recipient 
Organisation 
Corporate  
Broker/ 
Agent 
opportunities for staff, organising team volunteering events etc. placed within the 
organisation in the HRM function (Benjamin, 2001)  or seconding a member of staff to a 
voluntary organisation to act as an intermediary(Brewis,2004).  
In the YouGov survey 2010, 69% of managers felt that external support could help develop 
volunteering in their organisation. An external agency could be identified whose function 
would be to act as a clearing house to match volunteers to overcome the barriers associated 
with demand and supply of volunteers (Wijenberer, 2013). In marketing these agencies are 
called brokers; intermediaries; third parties. In the UK Third Sector these can include 
Volunteer Centres eg Darlington eVolution; agencies developed by businesses eg Darlington 
Cares, Business in the Community (BiTC); or virtual brokers such as Do-it.org and 
Timebank.org. 
The clash of organizational cultures between the corporate and non profit worlds might 
hinder the dialogue between the partners (Pucetaite, 2012), thus opportunities exist for a 
broker to support the relationship between these two players. Brokers have several 
functions which include provide expert advice and support to individual businesses wishing 
to develop EV programmes; identifying and developing projects  and managing practical 
requirements for employee volunteering; brokering volunteer opportunities  by matching  
employee volunteers with suitable opportunities in the community; developing 
measurement and management tools; and overall acting as a facilitator and go between to 
promote employee. 
For the corporate and the recipient organisation benefits of working with an intermediary/ 
broker include: Saving time spent identifying appropriate EV opportunities; Offers the 
potential to build long-term partnerships; provide expert knowledge to find the right 
match/project for community organisation and business; manage expectations and assist 
network communication.  
However the role of the broker is much more than matching the skills and talents of 
employees with the needs of community organisations, as suggested in much of the present 
literature on employee volunteering brokerage.  
These demands can present problems to the agencies.  Supporting ESV programmes 
requires considerable planning and support when funding is often minimal and human 
resources stretched. Finding appropriate projects that meet the needs of the community 
organisation, the employees and the business is an on-going challenge CVN (2012).  
Companies may be interested in societal engagement but may be unaware of the ESV 
opportunities or how to embark on them? The recipient NFPS may like to work more with 
companies but are restricted by lack of resources.  
 
Darlington is a market town in North East England with a population of over 100,000. 
Current employment is structured around the service sector which accounts for 80% of all 
employment opportunities and almost 50% of economic output (GVA). Emerging sectors 
include: Advanced Engineering; Logistics; Digital; Tele Health; Sub Sea; Biotechnical. 
Darlington’s business base is characterised by a smaller number of large businesses (those 
with more than 1,000 employees) and a relatively large number of smaller businesses. The 
number of enterprises in Darlington is approximately 2,625. 
Evolution was  Established as the Council for Social Services in 1966, it changed its name to  
Council for Voluntary Services (CVS) in 1975  and was rebranded as eVolution in 2008. 
Darlington CVS they have been committed to ESV. In 2007 they appointed their first ESV 
development worker. Acting as a facilitator the ethos of eVolution was to provide free 
advice; guidance and management of ESV activities. During this period in 2010 Darlington 
eVolution was one of 3 organisations to pilot Time & Talents. For this initiative a corporate 
fee was introduced to facilitate ESV. However as funding became more challenging; 
departure of the Development workers and the rise of Darlington Cares eVolution have 
stepped back from their role as an ESV facilitator. Although they still provide 1 off events or 
direct to Darlington Cares. 
Darlington Cares was established in October 2012 initially for 2 years. Supported by 
Darlington Borough Council and Teesside University. It is a partnership of employers from 
the public and private sector. Its current membership (June 2014) is 20 including Cummins; 
Deep Sea Ocean; EE with recent addition of Latimer Hinks solicitors and the Department for 
Education. Membership fees are: board @£5000; member @£1000 and associate £250 (for 
smaller organisation). All levels are offered the same benefits, however a key difference is 
that board members have a say on strategic direction of Darlington Cares.  As Darlington 
cares developed its delivery of programmes has included more activities that are skills and 
expertise-based, as well as traditional litter picking. “we are more strategic”. To date it has 
provided in excess of 600 volunteering hours on a diverse range of programmes from 
employment mentoring days to its Busy Readers scheme.  
Table 2:  Roles of Broker; Lee (2012) applied 
Roles of the Broker Darlington examples 
Scoping possibilities “build momentum and profile, identify what appetite was for member 
ship and business community” 
“pool and grow CSR” 
Making the case to those who “haven’t got the point” of ESV eg “support 
in kind” 
“Not easiest thing to sell if people don’t get csr” 
Brokering collaborative 
volunteering relationships 
“Working with  HR, finance director providing guidance and strategic to 
the credit union as it grows” 
“Understanding the issues, translating into desirable volunteer 
opportunities”   
Supporting project 
implementation 
“over the year work with local friends of open spaces -  from project 
management, what resources have priories and realistically achieve” 
“take out the hassle” 
Revising & reviewing “Key thing is demonstrate to companies” 
Learning & sharing good practice “we have quarterly breakfast networking meetings” 
“if I can show how programme can develop  staff that’s a whole bigger 
ball game”  
“Key at moment quite clear is to show benefits not just PR but help give 
examples” 
 
 
Discussion 
ESV effectiveness depends on how closely it is linked to the core values; missions and 
competences of all the stakeholders involved in the process. Clear communication and 
understanding to all stakeholders about the schemes should be an integral part of every ESV 
programme.   
It may also be necessary for firms to create alliances with a number of brokers and voluntary 
organisations to ensure that they provide an enriching experience to its diverse employee 
population, while at the same time creating mutually beneficial relationships between the 
employing and receiving organisation (Booth & Park, 2006).  Removing some employees 
from the workplace to enable them to volunteer and / or encouraging them to commit 
themselves to an organisation other than the work organisation may have an impact on 
other employees (de Gilder, 2005).  The same amount of work has to be completed with 
fewer people if employees are absent participating as volunteers.  This puts a strain on the 
remaining workforce.  
Managing employees can be a challenge, the role of a broker / third party supports an 
organisations arms length approach and therefore perception of initiatives are that they are 
not influenced by organisational needs and politics. Recruiting volunteers through a third 
party gives the opportunity to (de)select volunteers who may see volunteering as a 
welcome diversion or ensure discrimination or pressure does not take place. Some 
employees may experience pressure to volunteer as non-participation could be viewed as 
not being a ‘team player’ and could have an impact on appraisal. 
Brokerage may offer opportunities to a wider group of employees; some may find it easier 
to volunteer than others (Brewis, 2004). Managers often control their own diaries and so 
can balance work and volunteering commitments more easily than part time or those in 
more prescribed / routine roles.  A broker may be aware of all external volunteer activities 
available and build programs that are tailor made to adapt to issues such as skills; age and 
availability. A broker can ensure that external recognition through raising awareness and 
marketing takes place. Peterson (2004) sees the recruitment of volunteers as a major 
obstacle in effective ESV schemes, thus recognition and reward is required tailored to 
individual needs from awards to certificates. For all employees to continue taking part in 
skills acquisition the organisation needs to recognise employee contributions in some 
manner (Booth & Park, 2006). 
The measurement of impact of ESV is becoming a key issue, tool kits such as those offered 
by Volunteer England are important for the development ; management and 
implementation of ESV programmes but evaluation is of growing importance.   
While it is generally agreed that ESV is a ‘good thing’ for all involved there are few examples 
of systematic evaluation. Impact metrics are few and far between, historically less than one-
third of companies involved in ESV keep records on employee volunteering programmes 
(Wild, 1993).  Figures in Benjamin’s (2001) study were a little higher with 53% of 
respondents making a formal report but feedback tends to be from employees with little 
input from the voluntary organisation.   
To conclude, whilst ESV is frequently portrayed as benefitting all parties (Bussell and Forbes, 
2006) more research is required to examine the players. Undoubtedly there is a business 
case for ESV but are voluntary organisations providing more for businesses than they are 
gaining?  To what extent are they modifying their needs to attract corporate support?  
Finding projects for ESV could draw on their limited resources.  Recent years have seen the 
emergence of the broker to manage the process to enable both organisations to best utilise 
resources. The role of the broker is about much more than matching skills and talents of 
employers and community/ voluntary organisations. In Darlington it is as Lee (2012) 
describes “complex and multifaceted”. A considerable amount of the work of a broker 
concerns relationship building this needs to be further investigated. 
The economic climate is affecting the provision of volunteering in general and in particular 
ESV. There is an ongoing need for funding and support structures that needs to be 
addressed if both one off profile raising activity and more long term relationship 
development is to be sustainable. As eVolution said  its not just about parachuting in and 
out but developing longer term relationships and collaborations BUT one off opportunities 
can lead into longer commitments,being a successful broker is about creating an 
environment that sustains the cooperation of others and enables the collective to achieve a 
creative outcome (Lee 2012). Volunteering is about people and this was evidenced by the 
passion and commitment demonstrated by those broker representatives interviewed. 
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